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ABSTRACT 


The purpose of this investigation is to appraise the 
utilization of committees in a naval industrial establish- 
ment with the objective of arriving at conclusions which 
would apply specifically to the activity investigated and 
in general to all naval industrial activities. ‘The activi- 
ty investigated was the Naval Ordanance Plant Indianapolis. 
It was not intended to justify any of the committees in use 
ee this activity or to propose any additional ones. A cri- 
teria for use in the investigation was developed from the 
literature outlining the advantages, disadvantages, and 
limitations cf committees, as well as the responsibilities 
of the executive to whom the committee reports and the res- 
ponsibilities of the chairman and members. It was stressed 
in the criteria that committees should function as a supple- 
ment to some individual in the organization. 

The information pertaining to the committees at the 
Naval Ordnance Plant Indianapolis was obtained by inter- 
viewing mansgement personnel and those individuals serving 
On the various committees. From the interviews it was en- 
deavored to determine, for each committee, information re- 
lating to purpose, duties, membership, preparation of min- 
utes, frequency of meetings, executive to whom the committee 
reports, staff assistance, follow up, and accomplishment of 


purpose. The committees investigated were the Counsel and 





Policy Committee, the Operations Committee, committees for 
employee services, the Awards Committee, various technicul 
committees, training committees, safety committees, and per- 
formance appraisal committees. It was concluded that par- 
ticular committees were necessary in ell naval industrial 
activities due to certain broad policies relating to yer- 
formance appraisal and employee services. Other committees 
were applicable to most naval industrial activites and could 
be used as desired, in lieu of cther means. Weaknesses in 
the utilization of individual committees were related to 
meetings too infrequent to justify standing committees, conm- 
mittees assigned work to perform, lack of staff assistance, 
lack of clear definition as to whom the committee is respon- 
sible, and committees requiring a redefinition of duties. 

It was also concluded that safety committees were not a re- 
quirement of a good safety organization. In addition it was 
felt that a systematic procedure should be used for setting 
up a committee in order to insure the best organization for 
committee performance. 

Recommendations were ccnfined to specific corrections 
ef the weaknesses noted. In regard to conclusion 9, pertain- 
ing to the use of a systematic procedure for setting up a 
committee, a question list was prepared and included in the 
final recommendation. This question list entitled,"A Ques- 
tion List of Considerations for Committee Orgenization", 
consists of 12 main topics which are further subdivided for 


more detailed consideration. 





INTRODUCTION 

The Navy maintains certain industrial establishments 
which are necessary to perform specialized missicns for the 
Material Bureaus, such as the Bureau of Ordnance, Bureau of 
Aeronautics and others. Such Naval activities are under the 
management control of the cognizant Bureau and the mission 
assigned by that Bureau will play a major part in influencing 
the type of organization existing in each situation. For 
example, the Bureau of Aeronautics requires facilities ona 
number of Naval Air Stations for the overhaul and repair of 
aircraft and aircraft components, whereas, the Bureau of 
Ships requires shipyards for performing the same functions 
on ships. The Naval Ordnance Plant Indianapolis, abbrevi- 
ated NOPI, is an example of an industrial activity under the 
management control of the Bureau of Ordnance. The mission of 
this plant is primarily concerned with the design and evalua- 
mon O1 @ircraft firecontrol equipment. 

Although the missions of all these activities differ and 
therefore differences exist in their organization, the fol- 
lowing features, which influence organization, are common 
throughout: 

1. A mixed management, which is composed of civilian 
personnel and specially treined Naval personnel. 


¢. The civilian perscnnel . represent a permanent force in 





the activity, whereas the naval perscnnel are rotated 
periodically. 

3. The civilian personnel, at all levels, &Sre composed 
of Federal Civil Service employees. 

4. The instructions for hendling the civilian personnel 
are uniform and ere known as Navy Civilian Personnel Instruc- 
tions, commonly referred to as NCPI. The purpose of these 
instructions is set forth as follows: 


Navy Civilian Perscennel Instructions are intended to pro- 
vide all officers, superviscrs,and employees concerned with 
over-all instructions governing operations under the gen- 
eral cognizance of the Office cf Industrial Relations, 
ASTSECNAVAIR. These instructions are promulgated to 
achieve the following objectives: 


a. To assure conformity insofar as practicable through- 
out the Naval Establishment and the epplicaticn and 
interpretation of laws, executive orders, comtroller gen- 
eral decisions, and Navy Department policies and pro- 
cedures relating to civilian perscnnel administration. 


b. To previde between two covers in simple codified fora, 
in serial order, over-all instructions, policies and 
procedures required to be followed in the administration 
of programs under the general cognizance of the Office 

of Industrial Relations. 


ec. To assure like treatment, rights and obligations, with 
respect to all civilian employees in the Naval Establish- 
ment. NCPIs conform to the guiding principles for the 
comduct of human relations in dealing with civilian 
personnel for the entire oe of Defense, as set 
forth in NCPI 1.6-Encl. 2. 


Because of these identical organizational features, all 
of the Naval industrial establishments have many areas where 


certain functions must be performed in a similar manner. 


lorrice of Industrial Relations, Department of the Navy, 
Navy Civilien Personnel Instructions,"Instruction 1." Wash- 


mzton,, cL April 1953, Ya 






Therefore, this appraisal of Committee Utilization at the 
Navel Ordnance Plant Indianapolis is undertaken, with the 
Spyective @f arriving at cencluSions, which, in all instances, 
Will apply specifically to NOPI and in general to all Naval 
Pacustrial activites. "It tie not imtemdéed to justify or pro- 
pose any specific committees, but rather to determine the 
utilization of committees presently in use. 

The procedure for the appraisal consisted of first 
developing a criteria based upon research in the litertture 
and then following this by a broad plan of interviews at 
NOPI. The interviews were with the -Commanding Officer, the 
Executive Officer, the Planning Officer, the Heads of the 
Engineering Department, the Research and Test Department, 
the Industrial Department, the Quality Department, and the 
Inaustrial Relations Department. Likewise, interviews were 
held with their immediate assistants and Division Heads where 
applicable. The chairman of each committee was interviewed, 
@s were the recorders and various members. In some cases 
it was also possible to interview past chairmen. The inter- 
views were ccnducted with the primary intention of obtain- 
ing information in the following areas: 

Purpose of the Committee 

Duties of the Committee 

itembership of the Committee 

Preparation of Lfinutes 


Frequency of Lieetings 
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Executive to whom the Committee Reports 

Staff Assistance 

Follow Up 

Accomplishment of Purpose 
In addition, applicable NOPI Regulations and Instructions 
were consulted in order to determine any variance between 
the defined committee functions and those actually being 


performed. 





DEVELOPLENT OF CRITERIA 


General 
When discussing the subject of committees, H. Maurer 

says, 

As soon as a manager is forced by the growth of his company, 

the variety of complexity of its products, or the simple 

geographic separation of its plants to establish broad 

policies, chart high strategy, and review operations - 

then the manager finds himself in conference with his 

eers. Whatever he Oe to do he ccnfronts committees, 

ad hoc" if nothing else. 
At the s&me time, the committee is generally conceded to be 
one of the most controversial forms used in American industry 
and business. Many companies have been very successful in 
using them and are consequently convinced of their utility; 
other companies will have no part of committees. Neverthe- 
less, the number of companies using committees are certainly 
humerous enough that the committee may be ccnsidered 4 very 
widely used device in modern organization. However, all of 
the use is not good, as oftentimes the committee form is 
abused by being applied both indiscriminately and incorrect- 
Lie 

Newman says on this subject, 
Some individuals regard committees as a sure-cure for all 


administrative difficulties. Whenever a difficult decis- 
ion must be made or where action is not proceeding smooth- 


i Maurer, "Management by Committee", Fortune, April, 


7953, po Ue. 


JvWnat Makes a Committee Tick", Business Week, March 20, 
1954, Pp» d2. 





ly, the standard answer is, "Let's appoint a comuittee!4 
Urwick is generélly critical of ccommittees and he at- 
meerrutes their pepularity tc the fcll@Wing causes: 

(i) Leck of precision in defining major ckjectives. A 
eCenittee is breujht ilntc being, net to de Sen Game 
but te ccver up the fact that those reszonsible have 
net decided what to do. 

(ii) Fuilure te restrain internal cbJectives of parts of 
Orpenicaticn. Mm ccmmittee is trcught into Pelmegaa. 
to further the gereral objective, but because its 
meabers respresent “arterests” to which toe; sam. 
(ures Ia sOpe ray =evViite wpraority. 

(iii) Individuals seex tc escape respensitility. 

(iv) Feer of assigning the proper executive authority te 
individuals, of what hes been described as the "oft 
recurring. 1nselence cl office,” 


(v) Lacx of ek erience of clternative methods of ¢e- 
Graination. 


inere is the additional difficulty of ineffectiveness which 
results from tne ccmmittees' purpcese not being clearly de- 
memrec, its chairman 2md membership not properly chosen or 
mee mick of suppert from supericrs. Unsatisfactcery commi7-— 
tee experience is attrituted by poldene usuélly to inpre ee. 
Mee Or faulty organization and administration. As a result 


mem. ttees are sometimes defined as "a slightly discrrarized 





F 
YL. Uraick, Elements of Administration, New York, Harper 


mea Erothers, 19.5, %. /35-T- 

Cr 2. Yolden, L.S. Fish and H.L. Smith, Top Hanepement 
Beecnizetion inc Centre), New York, WceCraw-hill Book Company, 
JL ? lie Eos 





method of wasting time." { 

Some companies have gone so far as to attempt operation 
on a pure committee principle with a large number of Somat - 
tees set up within the crganization to actually perform the 
management function. This procedure has nct proven success- 
eet, In some rare instances a4 committee may be employed in 
place of an executive, as a temporary expedient. Such a sit- 
uation is mentioned by Spriegel’namely, one where more time 
may be desired to select an individual for leadership. 

It is, for the most part, recognized that the committee 
serves a supplementary function in the organization. This 
is recognized by various an haw Pertinent to this Daeg 
Anderson and Sechwenning write that, “usually committees are 
introduced only here and there to supplement an executive 
officer or to bring together several officers engaged in re- 


lated functions." 11 


TPL } y 
ya H. Rowland, Business Planning and Control, New 
York, Harper. and Brothers, 194%, p. 93. 


8 
4&.G. Anderson, M.J. Mandeville, and J.i!. Anderson, 
Industrial Management, New York, Ronald Press, 1942, p. 


7H. R. Spriegel, Principles of Business Organization, 
New York. 1946, ,. 63. 


10, 6, anderson, GJ. Wtandeville, and J.@. Anderson, op 
mt., p. 87. 


I : 
1s. H. Anderson and G. T. Schwenning, The Science of 


Production Management, New York, John Wiley and Sons, 1938, 
Die mS. 


T 





(n the other side of the ledger for committees are the 
Situations mentioned where the committee has proven sate: 
factory. Acccrding to Robert A. Clen, General Manager, Four 
wheel Drive Auto Company, "The Committee is but a nstural 
outgrowth of the growing complexity of the prceblems which in- 


nie the 


creasingly skilled specialists must jointly sclve. 
National Cash Register Company is an example of an organizca- 
tion which uses committees successfully. The president, ©. 
er eilyn says, 
In our business, committees have a definite place but 
functicn in &n advisory rather than direct management 
Pepacity. They make an important contribution to the 


consideration of any problem, but in the end responsibil- 
ity fcr decisions rests with individuals. 


Cranted, then, that the use of committees is widely ac- 
cepted ,"the question is not, of ccurse, whether to have con- 


mittees ... The question is really how to use a committee ..." 


Ly 


Advantages 
"The advantages of the committee type of organization 
: ; ' o 
account for its widespread use in American business, "12 aba 


most instances, the committee is not the only means to ob- 


ler ic, MeKerson and others, "Can Management by Committee 
maxe Marketing Decisions-Top Men Wary," Industriel Market- 


mae, May, 1953, p. 72. 
Ovid, 7.69. 


a Meumer, Of. cat., me 19e. 


7 
Ralph C. Davis, he Pundamentals of [op Wawmaigenent, 
New York, Harper and Brothers, 1951, p. G82. 





Pee tnese Varlouseaavanvarecous results. “Smrieged nekes this 
point when he lists the adva:.tages of ccmmittees: 


In listing the advantages of the committee, it is nct to be 
implied that these advantages c@én be secured cnly ty the 
committee. In some instances and under certain ccnditicns 
the same results my be securec as well, if--met better, by 
some other method. 


The generally agreed upon advantages of committees are 
as follows: 

Coerdimetion: When it is necessary tc perfcrm functions 
merch pneguire various parts of the organization to act in 
ccncert and tc avoid acting at cross purposes, the committee 
mey be used. In this respect, Spriegel and Lansturgh point 


cut that “committees are cf great value as a means of cocrdi- 


17 


nating the efforts of the departrents which are represented? 
Ernest Dale recognizes this committee contribution when he 
Says, 


Committee werk mékes an important contribution when its 
members meet in order to determine what parts they shall 
take in a pre-determined course of action in order tc 
avoid overlapping or working at cross purposes. This 
function of the committee is especially important when 
there is no other means of ccordination. The committee 
Blso may serve as a means of communication among the rep- 
resentatives of large groups.18 


On this matter of coordination, Tead!?divides the pro- 


16s Rp, Spri@gel, om. cit., ps 6. 


lin op. opriegel and H.H. Lansburgh, Industrial Manage- 
ment, New York, John Wiley and Sons, 1947, pp. (fu-/5- 


18ernest Dale, Planning and Developing the Company Or- 
enization Structure, New York, American Management Associa- 
men, Pp. 8 


iz 


17 Ordway Tead, The Art of Administration, New York, Ic- 
erae Hill Book Cow, T9511, op. I93. 





cess into two sections, the first being coordination as in- 
welved in “the oripine@tien, formulation, criticism end ac- 
Beevance of polity.* “The seconc section involved @tne ex- 
ecutive direction and oversight of policy once it has been 
adopted.” He ties the relationship of the two together when 


he writes, 


Vigorous and jirg,. Hut the resultfulness which grows out 
of unified direction, based on advance consultative con- 
currence in vital policy, is tapping motives of workers far 
ctrornger than where such po ee comes bty submission to 
a hended-down-by-fiat ruling.<O 


Coomemeivion: The committee is a useful meats of "eniamc- 
ane cooperation between individuals or groups. “Cooperation 
f the memrers is fostered because they have an opportunity 


to be fully informed and to participate in the decision mak- 


“as 


ing prcecess,”™ Dale refers to this when he points out that 


&2 committee may contribute to “more complete ecceptance cf a 


decision already reached. "<* He continues, 


making a decision does not, of ccurse, ensure that it will 
be carried out effectively. If those affected by the de- 
cision disagree with it or &Sre aggrieved because they were 
not ccnsulted, they may oppose its execution in many ways. 
The committee offers an opportunity to air arguments 
Peoinsitea proposed action énd clarify its advantages. © 


Ibid. 





ee Principles of Management, Homewood, IJilinois, 
mecnerd D. IrWin, Ine., 1953, De 195. 


ee 
Ernest Dale, loc. 


Gelalc’ 
cdi. 


“Jernest Date, Joc. 





Integration and Balance: This is the situation where 
the old saying, "two heads are better than one,” applies. 
There are many areas which are of a general or bread enough 
nature such that any decisions made pertaining thereto would 
be more sound if they were based upon 4 combination of the 
Opinions of more than one individual. De Armond says, 

when representative advice and opinion are desired, 4 com- 
mittee brings to the preblem a broader, more deliberate 
point of view, one more likely to command the support of 
the semen nies 

By W@ving @@rcup ccnsider certain matters it 1s peg 
sible for the members to supplement each other in such 4 way 
that a suggestion by one member is improved upon by others 
until an integrated opinion has been formulated. In order 
to accomplish this aim it is necessary that the membership 
be unbiased in their approach to the committee work. In 
pointing out certain conditions necessary for successful ccn- 
mittee work, Urwick stresses this point by saying, 

Its members must understand that the purpose of a committee 


me not towWin Guppert for this or that individual opinian, 


but to develop a collective judgment which is something 
more than the sum of the individual views respresented - a 


resultant having an entity of its own and developing out 
of the conjoint thinking of the committee. 
Davis points out that when the members are initially indcc- 


Granated toward considering the overall organization, there 


Une Armond, Executive Thinking and Action, New York, 
McCraw Hill, 1946, pp. 137-138. 


-Urwick, @o. Gaie. , p. 7[3. 





fee. We less temiercy to consider individual gr PFeup ifter- 


Hducation and Instruction: Holden considers this “2 by- 
product, as individuals oLtain wider knowledge anc exrerience 
: ; oe 
by ccnsidering problets on 2 troeader basis. hewuian re- 

copnizes tnis advantage by saying, 
Some companies that make wide use of committees insist 
that over a pericd of years, the quality of executive 


decisions is sutstantially improved tecause of the trcacd- 


ening eet Teme that committee work has p:rcvided tc the 
key nen.2 


Disadvantages and Limitations 

"The disadvantages of the committee arise partly fron 
the inherent characteristics of the committe itself ard 
pertly from the personal characteristics of the members of 
ene comittee."<7 The latter point, the perscnal character- 
istics of the members, has been stressed oy Lindeman in a 
gist of committee difficulties. These difficulties, total- 
ing fourteen in number, @re as follows: 
Irrelevant Discussion. 


. A Self-centered chairman comes in with an idea he 
wants to put over. 


Ne 


3. Cne or two members of a committee may desire to in- 
press 3 superior. 
26 


bovis, Cb. Geis, p. B31. 


“Tolden, Ode Calte,, pe Cl. 
28 


29 


NEWHEN wo Opa (eM, Dw eee. 


Ww. Re Spriegel, Op. Gilet , Pp. 65. 





10. 


1. 


ue. 


iS 


Lj. 


Failure to state the problem or the issue before the 
committee at the outset. 


Failuwe £0 set proper linits on the scope of the con- 
mittee"S imterest om activities. 


Failure to come prepared for the topic. 
Indifference of some of the members of the committee. 


Some members of the committee do not get a chénce to 
tadkk. 


Chairmen do not always properly phrase thought-pro- 
voking questicns with which to stimulate the group 
imo active participation. — 


The chairman fails to postpone a statement of his own 
positdoen in regard to the subject under diseussion. 


Politics or ulterior motives very frequently affect 
committee process adversely. 


Committee members are frequently not qualified to dcis- 
cuss the subject. 


Committee process may be hampered because some people 
hold fixed ideas. 


There is @ tendency of the various members of the con- 
mittee, including the chairman, to leds to conclu- 
sions before the facts are presented.3 


The above lisved difficulties, attributable to the personal 


characteristics of the members, sre heavy contributors to 


certain disadvantages which sre widely reccgnized as char- 


acteristic of committees. 


Lack of Speed: The committee is often criticized as a 


Slow, unwieldy method of arriving at a decision. This dis- 





PB .c. Lindeman, “The Authority, Functions @nd Limit- 


ations of Committees," Handbook of Business Administration 
W. J. Donald, ed., New York, McGraw-Hill Book Co., oi a 
pp. 1684-1686. 





advantage results from the fact that the committee is com- 
posed of a greup. If a meeting is required tc render a 
Gecision, all members must first be notified. If the menber- 
ship is available at the appointed time, the meeting is call- 
ed and the matter discussed. Even if all goes according 
te clock work, the time required for the whole erccess will 
certainly far exceed that necessary Tor one competent in- 
dividual to render the decision. Therefore, if a fast an- 
swer is required, the committee will prebably prcve tco slow. 
Referring to this fault, Anderson and Schweming say, 
In the first place the committee, if its decisions are to 
be the result of collective deliberation and agreement, 
is slow in reaching a decision. It is therefore, unsuit- 
ed for quick decisions. 3 
Likewise Spriegel says, “Ancther weakness of the committee 
is the time ccnsuming element."3¢ Davis?’ refers to the 
slow, cumbersome, expensive nature of committee action, and 
according to Moore, "Where speed of action is required, a 
committee is likely to be a hindrance rather than a herp 4 
Compromise Decision: When a situation exists in commit- 
tee so that the issue has been resolved to 4 point where the 


participants cannot or will not achieve unanimity, then 


3lis H, Anuerson and G.T. Schwenning, op. cit., p. 189. 


32n RB, Spmmegel, op. cit., p. 66. 


Sally C. "Wey ice Ole itu, p. Sus. 





I4Pranklin GC. Moore, Manufacturing Management, Hemewocd, 
memOoig, hich@rd D. In@im Ines, 1953, p. TY. 





there is the pessitility that a conclusion will be reached 
me ccmpremise. Innt is, under the necessity for arriving 
mere some conclusion, thevsadherents of cne viewpoint will 
alter their pcsition somewhat, provided cthers make a ccn- 
pensating alteratior.. According tc Dale, “Sereement may be 
made for agreement sake, as a result of horse-trading or 
log-rolling, entailing uncesirable compromise."35 By so 
Going 2 result is achieved on which all will egree, be- 
Peuse each group by 2 process of Swepping back and forth, 
me salvared as much of its original stand eas possiblé€. Var 
the saite time, those with opposing stands have been made 
meee Up something in return so that the entire group Nae 
worked toward & center point in conclusion. This danger is 
recognized ty Newman who says, “where difference of opinion 
exists in a committee there is always 2 possibility that 
some sort of average or com: romise solution will be adcptec. 
35, this same matter, Davis says, 

The committee advice may represent merely a compromise, 
rather than ar integration of the best ideas of its men- 
Vers. This is more likely to be true when their first 


consideration is personal cr daepartmental interest pather 
than the test interests of the entire organization. 


Tead expresses the danger involved in compromise when he 


2 
32 zrnest Dale, Geevciit,, p. 38. 


2Onsriian i. “NEMeN , “Op. Gab. , fP. 226. 


Flpoiph C. Mavis ,@ieeamett., 2. ave. 


aa 





writes, 

Compromise is humanely a strategy which assuredly has its 

place. But, if the idea under discussion is well conceiv- 

ed and hes mergt, compromise may ree semen. its unfortur- 

ate dilution or ineffectual modification.3 

Lack of Responsibility: This is referred to as "divid- 

ed responsibility"27%opr "GQitfwsien of pee pows bil 1a Le 
can readily be seen that this presents a real problem in 
using a committee in any situation where it wceuld be desired 
GO Maintain accountability. According to Terry, *Respcnsibil- 
ime es divided and ds difficult to fix, sinee a frroup of in- 
Gividuals, not an individual, must be dealt with. "44 Anyone 
serving on 2 committee certainly realizes this and as long 
as he knows he is not vulnerable to effective criticism, his 
performance may not be as satisfactory as it would were he 
personally accountable. according to Dale, "Neither the com- 
mittee as a whole nor any individual member can be criticiz- 
ed effectively. If the group takes action which is not well 
received, no individual can be blamed. "42 Newman mentions 


methods for combating this problem; however, he also points 


out other dangers which m&y result therefrom. Regarding the 
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Suggestion that the opinion of each member be recorded, New- 
men warns thut this may cause undue ccrscicusness of the 
record, which will result in committee members ¢randstanding 
for the benefit of superiors. Arother suggestion, that the 
Meoirnan be fiven responsibility for imsuring some type of 
Metion, necessitates, acccrding to Newman, c2ution thet the 
chairman does not dominate the committee in situation re- 
Guiring integration. Ctherwise, the gain from holding a ccm- 
mittee meeting will be negligible. 43 
Danrer of Decision Ly Demination: It has already been 

pointed out in the previous section that the danger of don- 
inetion by the chairman may exist. This situation does not 
apply only to the chairman, however. It is entirely pos- 
sible for a committee decision to be reached by domination 
rather than integreétion, or even compromise, because certain 
Members may be more powerful in the organization than others. 
Meeminant executives control committees so that those with 
Merecriority complexes contribute nothing, "44 Davis writes 
Peeeenis subject thet, 

The resultant ccnclusions may represent only the think- 

meee Ol time dominant individuels. This effect 1s imevit= 

atle in same degree, since committee members are not 


ee Status, mental power, or strength of personal- 
meg t+ 


ce 


43 ¥i)liam me Wewner, @Bs cit., p. 225. | 
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This danger becomes particularly critical in situations 

where the chairman is the superior of the members in the 

mermel work situation. In discussing this point, Header Says, 
The question of impersonalizing the issue in ccmmittees is 
one that is not always recognized by chairmen and especial- 
ly those chairmen who are directly responsible for the 
work of the group involved. Their position of power, the 
eensrccreation giwen by their realization that the greup 


in question is advisory to and functionally subordinate 
to them, places them in a position where only the most 


skilled and objectively minded can detach themselves from 

their authority and see the question merely as one of the 

group. 
mecording to Paull, “A committee within a department, with 
the department head as chairman, is not a committee but a 
meeting of a boss and his supord ines 

Not Suited for Execution: "There is at least one func- 

ticn in organization management which, in the unanimous op- 
inion of all authorities, the committee is unsuited to per- 
Dem. this is the function of execution. "48 So say Anderscn 
and Schwenning. They further point out that the ccamittee 
may function to arrive at decisions or give advice, either 


of which may form the basis of executive action. However, 


the details of carrying out the mission should te left to 


46 sonn J. Hader, "Committee Process and Committee Chair- 
Menship,” Handbook of business Administration, 4. J. Donald, 
oe. ,Wew York, McCraw Hill Book Cc., p. 1678. 


4? Rpenort on Comments of Alex Paull, personnel manager, 
Cleveland Electric Illuminating Company in article "What 
toned a Committee Tick," Business Week, March 20, 1954, 
B. wkd. 
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ee 





the e&ppropriate executive. according to pale 47it is neces- 
mary thet commitvee me™bers act aS & team in execution. 
However, he further notes thet it is difficult for a group 
to achieve this type of teamwork. 

oaze: The size of a committee may have a bearing sea. 
effectiveness. According to Spriegel, "one of the most ser- 
ious errcers in the use of the committee in organization is 
the tendency for the committee to be too large and unwieldy.” 
/0tnere is certainly general agreement that there must be 
seme sort of limitation on the size of a committee. Tiga 
cussing this facet, Dale? points out that less than five 
or six members may nct yield the benefits of group work, 
mut that more than fifteen or sixteen Members become a 
erowd. Work currently in progress at Harvard University, 
under the direction of Robert F. Bales?“has resulted in 
certain conclusions relating to the size of committee member- 
Ship. The conclusion reached in this case is that optimum 
committee size is five members, with the range between four 
and seven members being considered the efficient membership 
Pemee. Reparding committee size, Dale further states, 


the specific size of the committee depends on many factors: 
the type of problems to te discussed, the competence of 
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the participants, the homogeneity of the g¢rcup, the derree 

Gf integration of it's menbers, the nature of the pertici- 

Mt cxicwe in the pest; the clashes of interests tment way 

I : pest , e clashes of interests th 5 

be expected.53 

pubstitute for Foor Cpmanization: The use of COmMm@itvees 
as a substitute for poor organization is certuinly not de- 
Sirable, nor will it result in solution of the problem. 
The previously mentioned reascns given by Urwick for the 
LCpularity of committees are situuetions where committees 
would be brought into being primarily because of organizs:- 
tional inadequacy. According te Holden, in reference to 
committees, "*...they are not effective in offsetting de- 
fects ir. the organization structure; neither ao they éde- 
quately correct weakness in the plan of ntagemenme 
Poe, GCobperiae: Committees are oftentimes assigned tae 

duty of data gathering or they are given some t:ype of work 
to do. «AS a general rule this is not a desirable use of 
committees, as the members carnot effectively perform the 
esx CcOliectively. In this matter Holden feels that, 

Committees are not exrpected te be fact fathering e&rencies. 


Meeeerer, sniould they be assirned work tc de. It Toa 
waste of time of all members te endeaver to develcp 
Haevs trom Which to find solutions through group discuge 
£1 OM. 


Serrere! ard bansburgh polrit out that, 


QO 
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A@ 2 general rule © committee is jot Well adapted to the 
ecollvection of fa@etssor teehnical datew 4% member cf the 
committee or 2n expert under the direction of the comnit- 
tee may collect the facts, ana the committee may evaluate 
them or formulate a policy supported by then. 5 
ma situation of this Sort, the meed for 2 committee should 
be subjected to very close scrutiny. It is altogether pos- 
Sible that the work which the committee is being empowered 
to do should be done by some individual or staff activity 
ieethe orgf2nization. In this regard, Davis is of the opin- 


men thet, 


a committee should not be permitted to perform functions 
that can be performed by established departzents or other 


organizational elezents for which an individual cam be 
held accountable.J 


Responsibilities of the Executive 

Below are listed certain requirements which the @x#ec- 
meoeees Should d@@@here to im crder to insure more effective 
action of committees which he has appointed to func tion 
Within his area of suthority and responsibility. 

Ultimate Accountability: anderson and Schwenning 
state the necessity for explicitly assigning responsibility. 
They say: 

The individuals to whom responsibilities are allocated are 
the principal scurces of success or failure. Unless re- 


cords are kept in terms of these sources, the chief ex- 
ecutive has no effective means of judging the results in 





DO m. Sprit@gel 4nd AR. @. LansBurgh, op. cit. , Ge fee 
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terms of respensibility.o° 
cas, from @n eceeuntability viewpoint, the committee, if 
properly used, should not be a means of “passing the buck". 
In regérd to the situation where some executives attempt 
Buen tectics on difficult or distasteful problems, Newman 
refers to it as “an opiate taken in lieu of effective ad- 
ministrative action."27 Consequently, the first thing the 
executive must realize is that he cannot use the conmittee 
45 4 means of relieving himself of his ultimate responsibil- 
ity. Holden says, "Committees are no substitute for high- 
quality executive telent, "60 Ifoore in discussing this prc- 
blem says, 

The executive who appoints a committee to consider a probd- 

lem and make reccmmendations for its solution is not, 

thereby, relieved of his own responsibility. Eaving re- 

ceived the committees report, he is free to follow it or 

disregard it, but having asked for help, he usually fol- 

lows its recommendations. Responsibility for the conse- 

quences is &s truly his, however, as if there had been no 

committee recommendations. 

Definition of Fumctiom: The executive should not @p- 

point a committee to perform some function which it may not 


perform most advantageously. ©2 For example, the assignment 
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to cé@mittees cf the résponsibility for gathering facts or 
doing work would be t:pical of this sort of thing. As has 
been previously pointed out, these duties are unsuited to 
committee activity. When a committee has teen appointed, 
its duties and authority should be clearly defined, 
celection of Membership: When members are chosen for 
a committee, in addition to their particular technical re- 
quirements, they should also be appreised in terms of their 
potential capability as a committee member. As Dale s@éys, 
"It is surprising how many otherwise capatle individugls 
find themselves completely tongue-tied when confronted ty 
® small audience. "04 Such an individuel could not contrib- 
ute much to & committee meeting. It has previously been 
pointed out under the disadvantages of committees that it 
is important for the membership to have the common interest 
Bi Mind, rather than special projects. If integration is 
desired, then the special interest boys should be eliminat- 
ed during the selective process. In certain types of com- 
mittees where a decision or opinion must be rendered which 
will affect the performance and participation of departments 
represented, then it is important to have members who may 
speak with euthority. In expressing this thought, Holden 


says, 


O38 1bia. 
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In the interest cf exnrea@iting@ iction, samny cemrvme:tees tse 


Grime tes divisicra@l or @cm®rtnentel executives Ci bea 
committees The .wetbers tre then qualified tc speak fcr 


c 


the depart cents rey wis Perrese).t;: thei=a judgment iste@ice 
oe os! the best in the compemy within their respective 
melds. 
C. J. Berwitz pcints cut some types cf individuals who Ure 
net uesiratle as committee members when he writes 
theetrilliant bureau head whe is a special pleacer should 
Beere jected. The unimesinative, ae plodder, the rigia 
@ac inilexitye, the slave to deta vo "idea" «s minute 
Meo, “4ll1 sheuld be nolitely te: 
mtaif Assistance: It mes been pcinted out undeneeeae 
meee limiteticns that committees shculd not be eaessipm@ed 
wer~z cr re required te gather data. However, oftentimes com- 
attees are assigned problems which require that they hcve 
eeeulible certain essenticl information in order tc arrive 
Meo Semnsitlie conclusion. The normal committee as it is 
Meme Cuted has no cne tec perform this functicr.. »nccording 
to Foiden, "The chairman or secretary generally undertades 
the jot, as 3nd when other duties permit, and eventually 
meweauts the metter in proper form for committee ccnsidera- 


é ef ¢ 
eck.” . t He further pcints cut that some companies ave wee 


i 


Se ci two devices for alleviating this difficulty, the 


“ 


mms Deing tc-a@ssig¢n a secretary with sufficient time aveql- 
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atle to do this work. The second is to assign this duty to 
the prorer staff department. Oftentimes the committee cheair- 
man is head of the staff grceup so ee ate 
aavence Preparation: To expedite committee functioning 
and thereby conserve the time of the members, 211 inforna- 
tion required for the committee should be prepared in ad- 
vanee. The period should be sufficiently prior to the meet- 
ing such that an egenda including all pertinent informaticn 
ee ee Circulated to @1l participants in order that they 
may come to committee meetings fully prepared for intelli- 
gent and constructive aiiseussiion.°? The executive should as- 
Sign this function to the appropriate steff agency. 
Followup: Efféctive follow-up is necessary to the suc- 

Cess of committee action. It is important because it shculd 
serve as 2 means cf informing the committee members regard- 
ing any ection which has teen taken on their recommendéticns 
Or proposals. When the members meet to consider 4& subject 
Or problem and conscientiously attempt to arrive at a help- 
ful decision or render useful advice, the membership has an 
interest in whet use is made of this ccntribution. In this 
regard, Davis says, 

Ordinary business courtesy requires the superior line ex- 

ecutive to return & series of recommendations to the ori¢g- 

inating committee when he feels that he cannot approve 


teem. It should be accompanied by a frank, complete, stete- 
ment of his reasons for disepproval./0 
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mach infemmation couldw@lse mid the inetructiowmel process 
which has previously been pointed cut as 2 byproauct of con- 
ar cvems. inmest imvorpteamt, hewever, is the fact tnmat follom 
Mp ci this sort is essential if the comrittee is gOime to Ge 
Gynamic «rd the members maintein a continuing interest in 
ee cOMmittee participation. In discussing ccnsul t@tige 
memarement, Moore emphasizes. this point when he says, 
Alsc, if the administration asks subordinates for ideas 
Concerning problems, it must be willing either to accept 
or follow their sugrestions or to explain why they were 
not adopted. Toc do otherwise would maxe sutordinetes 
jet thet the Administration leeks sincerity end thet @en-= 
emltative supervision was only 2 dewice to pet them tc 
work harder. 
In line with these principles, the executive should show an 
meeemest in tke cemmittese and beck it up in its activit#es. 
&B Committee acting on its own without any forceful backing 
Weer! soon become & stepchild in the organization, both in 
Mee eyes of its members and other parts of the cnganigatioms 
Calhoon, in discussing safety committees, is of the opinion 
that, 
If minor suvervisors are left to carry the ball without 
any help fron their supervisors, then the committee can be 
Gaypotent. Cn the cther hend, if the superintendent or 
Geme@eer and the major supervisors work closely with the 


committees, something can be dene. /2 


Continual Appraise’: It is certainly important that 
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me @e orpe@nize@ticn polices tc "be prompt amd persdastent in 


G@asolving coamittees thet have comrleted their mission cr 
a b 


outlived their usefulness." /9 


Responsibilities of The Chairman 


The preser choice of the chairman should be @iven very, 


sy 
-< 


serious ccnsideration, as he will decidedly influence the 
conduct of the ccmmittee. "A committee like most organiza- 
Biornal greups, is not likely to be much better than its 
leadership", (4 Dale attiches significant importance to the 
mere of chairman when he writes, 
Perhaps the most important aspect of the mechanics of come 
Maittée Work is the choice of the committee cheirman. Wie 
Men Wc presiaes exercises freat inflwence. His @g@, @x— 
merirence or status in the compsny cften Snable hia tome 
eee omenk the committees, emem the Bm in theory he may De 
Merely "the first among equels"./ 

Mrequgmcy of Beetings: Meetings should not te Teva 
me sake of holding a meeting. If there is nothing requined 
of the committee, tnen it should not meet. The comnittee 

6 
mould not meet "to satisfy the chairman's eco", ! 


Cemguct of Meeting: The chairman is usw@lly chesen 


pemeerily for his ability as eesgroup leeder, and not Neces= 
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ey DyYvirtue cr Nis positicn Within the cr¢ecanizetien. 
sance the primary purpose of heaving a committee meeting in 
the first place is to achieve some result through group ac- 
tion, one of the chairman's jobs is to secure tl.eir partici- 
vation. Therefore, he must endeavor to include everyone in 
Mie Giscussion, and nct allow any individual or group to 
Mertinwee. 1° He must direct the discussion along the proper 
channels, yet at the same time avoid infiltrating the dis- 
cussion with his own ideas. !? Simultaneously, he must maein- 
tain his position as chairman, always remaining in complete 
Genmecl of the nroceeding.°° 
The chairmen should also clearly define the purpose of 
each meeting in order thet all members will be in accordeas 
wo Objective. It is net uncommon for various members of the 
Seme Deéting to heve a different concept of what is being 
sougnt. «AS & reSult some members leave a meeting with no 
feeling of accomplishment. In like manner the chairman 
should, at the end of the meeting, sum the results accomp- 


lished or the conclusions reached so that no member will 
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eave the meeting. ccrfused on these Gatters. : 
Hevort on Meetings: The chairman should be responsible 


for having the results of the meeting prepared in written 


lormenc distributed to the responsible executive. * 


baecutive as Chain: There aré situations Ghiicnwse— 
cur where the chairman of the committee is an executive who 
Be superior in the organization to the other members. He 
may even te the executive to whom the committee is responsi- 
ble. Such @ circumstance makes for even greater necessity 
Smeorme part of the chairmer. to avoid injecting his @Wn W@@es 
Or opinions. This point has been previously discussed on 
page l7? when considering the disadvantage of aomination. 

in diet wsine@ reed Mletks te participation Of Waa: 
and file in group meetings, Ffiffner explores this problen. 
me podnts out that, 


Usually those in positions cof leadership will proclaim @ap- 
Parent sincerity and conviction that they actually desire 
LO have pérticipation and open discussion in the meeting, 
Mat it requires “tore then high déclaretions to secure iT. 
In the first plsce, there is natural reluctance of people 
femepee: their minds in the prestnce of their bos®ess) & 
second reascn for failure to speak up in conferences is 
Door cenference leadership, the tendency cf the leedér to 
Gere!) the telking, tc take up sc much time that non@ Gs 
left for’ discussion. If he is boss he may have stated his 
@eenicn so stronfly that no ong feels sufficiently secure 
me exoress 4 contrary opindon.~ 


Ome tatenents by Dr. C. H. V@Wen@ in lecture véform 
mou Of emaduate studerts at Purdwt University during @Gemmee 
meee chology of Industrial Traindme. 
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Responsibilities of the Member 

The member, although his responsibilities are less 
broad than those cf the executive or the chairman, neverthe- 
less has the very deep otligation of turning in a first rate 
performance in his committee work. "Since group judgement 
of the members is the most important committee contribution, 
its members largely determine its worth, #04 

Cne of the disadvantages of committees which hes been 
discussed is the difficulty of pinpointing responsibility. 
This disadvantage would not exist if each member of a commit- 
tee felt as much responsibility toward the problem as if it 
were assigned to him alone. °° 

in addition, “personality factors are important to the 
committee's euoceges. Lindeman's list of committee ciffi- 
culties includes certain items which are directly attribut- 
able to deficiences of individual members. Such things as 
engaging in irrelevant discussion, failure to prepare ade- 
quately for the topic, indifference in attitude, giving 
precedence to politics or ulterior motives, and adhering to 
inflexible ideas, are the type of problems the individual 


should avoid. Many of the requirements of a good comnittee 


member are pointed out by C. J. Berwitz as follows: 
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Vhnat is war.ted is the open minded, tough individual who 
has the atility tc reject ideas, however brilliantly pre- 
sented, which are at variance with his knowledge of what 
can and cannot succeed. wWhat is wanted is the individual 
who has ideas and who can create new approaches based on 
imafination and knowledge of operating practices and or- 
panizational objectives. what is wanted is the selfless 
objective person who has a passion for oar sound, gcod 
ideas, no matter where the chips may fall. 


37 , 
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CCaBITTSS UTILIZATION AT THe NaVaAL ORDNANCE 
rlanT IhNDIeNAPCLIS 


General 
lie ut.lizgation of committees at the Neval Ordmenge 
Plant Indianapolis is rather extensive, the memberships re- 
presenting a widé ccveraége of the organizetion. In order 
that the normal work relations of the various comnittee 
members may be fully appreciated, crganizaticn charts for 


NOPI have been included in Appendix A. 


The Counsel and Folicy Committee 
Meecription: The purpose of this committee iso Bae 
meee Gnd assist the Commanding Officer in decisicns primari- 
Bymmerating to over-f11l slant policy. This group fives ths 
Commanding Officer 4n opportunity to discuss probleus with 
individuals of sufficient stature and experience within the 
organization, in order that ne may receive collective udvice 
Ieere @rriving at decisions. This is important since there 
@re many policy decisions which, when made, require indi- 
viduais affected to be in uggreement for most cooperative 
mplementation. The membership is composed cf: 
ine Commanding Offieer 
The Executive Cfficer 
Head, Industrial Department 
Head, Engingering Depéertmert 


Head, Research and Test Department 


w¢ 





Saeoly aenewFiseal Officer 
me civilian ceptertaent heeds on the committee revresent a 
vermanernt fcrcé in the plant whereas the military are rctat- 
Pa periocically. Consefuently, this ccmmittee rrevides 4 
meme Of cornsultaticn “tc provide ccntinuity cf policys ior 
a5 Commending Cfficers tre rotated there is bound to be a 
change of atmrcsphere. 

ms tne cemmittee is noW operating theme ane novia 
mepc. if a cgecision is reechea which must be put in Write, 
meees issued in written forz. Where oral infcrmation Bivi 
suffice, it is passed on te the organization at weekly ae=- 
vertment head meetings. Committee meetings are held weekly. 

Dascussior.: although the committee operaves one 
Mmeeer informal basis, the preparation of minutes could ve 
Memericial, primerily as a record of subject matter ccensid- 
@re@a 2nca the final coriclusicns pertaining thereto. Since 
wesw comiittee is to provide counsel to the Ccmmarding Ciiaeer, 
eemeccra of such proceedings could be @ valuable ai& tom 
Mew Commending Cfficer if only to provide a4 means of revimwy- 
ime the committee's activity and becoming familiar with its 


objectives. 


Opemetions C OmmatTvee 
mescription: This committee is in thé proceéssee: 
lee Organized. Its purpose will Ce "to premote @@ifenera 


emeoverations end most eccnomical use of stetion funds 
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(a) 


(b) 


(c) 


(d) 


(Ee) 


The responsibilities of the committee will be as follons: 


hdvise the Comnonaing Cfficer and cthers Guther- 
1ged to m@ke workload commitments for the station 
of tke status cf the current werkioad. 


Review and advise on projected or anticipated 
overloads or underloads. 


Review any new development work thet may prove 
premising enough Tor production. 


Provide Industrial end Supply ard Fiscal Depert- 
ments advance notice of new work and relative in- 
formation. 


Provide Engineering and Research and Test Depert- 
Ménts an iG@a of other departments’ vroblems te 
avoid overcommitting the station. 


Assist the Planning Office in determining the ap- 
prepriate cognizant department for accomplishing 
research projects assigned to this plant. 


a 


Review propos4ls prepared tor Bureau of Crdnarnce: 


Tne following membership has been proposed for the comnuit- 


tee; 


Executive Cificer, Chairman: 


Pl@nning Officer 


Head, Industrial Department 


Head, Guality Department 


Head, Supply and Fiseal Department 


Head, Research and Test Department 


Heed, Engineering Depcrtment 


Menagement Engineer, Secretary 
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It is planned that the committee will meet each Thursday 
afternecn. Minutes cf the meeting will be kept anc all re- 
eros Wil! be m@intained by the Secretary. The Secretury 
Will also meke reports and initiate action as required. 

Discussion: This comnlttee is designed to satisfy an 
existing need, primerily in the coordination cf worxload. 
ieoracer to prerfora this function it would appear thet aeg- 
bers must come tc committee meetings prejared to discuss ana 
Peeeent infcradaticn pertaining to prior announced proti@iega: 
It is realized, tecsuse of the position cf the membership, 
muen spontaneous infcrsetion is readily availatle from the 
Geeey €xperiential beckrrounds of the membership in “metters 
aqirectly related te the protleis confronted in committee. 
wemwever, fcr Maximum effectivene’s,, it is recommended Taar 
ean @gende be prepared for each meeting outlining the pro- 
Glems to te ccnsidered et thet meeting and thet it be cir- 
Gwimeed sufficiently in acvance so thet members come tc 
meetings adeyuately prepared fer speedy ccnsideraticn of 
orc l Mems.. 

In addition, it is recomm@nced thet all decisions 
Meeweves in committee We promptly issued to the organizevron 
mm @i ther the Bxécutive Cfficer, who is chairman of the, Com. 
mee, or thé Commerdine Cffricer. This is necessary in 
oraer chat responsiliility “ay be immedistely assipgnea Wit"in 
@ee provér area of @uthority, ond therely establish @ecCcund 


Scility. Thet is to sny, the committee should not be Gepenc- 

















mrOsen tc Be the £ctuzl cocrcinatimg@rency. It should 
estatlish the pattern te be executed by : single line ex- 


ecutive. 


NOPI Smployee Insurance Committee 
eescrintiion: Ine purpose of the NCPI InsuramcesGeme 
Maecvee 1S Sto act as representétive of 211 emplcyees in the 
Seemection Gnd consideration of all grcup insurténce plats, 
ema vo mexe available a2 group insurance plan with the Wides7¢ 
: 0 
possitie coverage @t the lowest cost to all Shp lc yeas 
The «embership is composed of nine members who are c,noint- 
Seety tre Conmancing Cfficer to serve for an indefinite 
period. NOFI Rerulations?? states thet the chairman Ws 
Swected by the committee members. The duties ond responsi- 
meeeies Of the committee sre cutlined as followss 
Z> weet and censider group hosvitelizgation and sumeical 
memrence plens for recommendations to all ennloyees, 
memoonsiaer cll new greup insurgance plans subritted te 
oem. Station; 
To recommend changes in coverage or rates, as indicatec, 
to the Industrial Relations Cfficer.92 
Mn e@ctuality the committee has been functicning such thet 
the committee chairman has been doing the majority of the 


werk in making cortacts and assembling data on various insur- 


Bree policies to be considered by the committee. aA nunbver 
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Of policies which finelly rerresent the best ccverare and 
pric@® are vresented tc the committee for ccnsideration and 

@ recommendcticn as to the most desiratle policy is decided 
upon by the committee. Pased upon this committee decision 

2 recommendation is made to the Commanding Officer ty the 
chairman. During the committee meetings a member of the 
Peeeotrsa] rneléticns Department sits in &6n advisory c#nacity. 
The chnéirman is nct a member cf tne Industrial Relations De- 
partment. 

The last meeting of the committee was in September, 
1953. The occasion of meetings of the committee is the con- 
Sideration of a new greup insurance plan whenever it is 
Peat that the existing plan is unsatisfactory. This is mot 
Meee sort of thing which will occur in greet frequency. 

In addition to the abcve mentionec activities, there 
samc OCCasions where employees do consult the chairman reé- 
rarding protlems related to the functioning of the insurance 
paet. 

MascWMasien; It is felt that the approech to this gore- 
blem of handling insurance cculd be eltered scemewhz.t in 
order that the committee only have the problem of ccnsicer- 
Se Previously prepared data. This data shoulc logically 
We crevared by the Industrial Helations Depertment and be 
presented in ccomplete form to the committee in the wey of a 
previously rrerared agenda in order thet the members may be 
foie informed prior to @eeting. ine information sould 


Clug@ ail available pelicies Pith related informaticn @s Wo 





Goverere Gnd retes. It should emanate from a divisdecn of the 
Industrial Reletions Department which is designated speciri- 
@eery tO héandie this problem. A logical division to perforzs 
tais function is the Employee Services Division. an individual 
of sufficient ability should be designated to maintain up-to- 
Gate information on the subject. This section sheuld @lso 
Memresponsible for handling the mechendes related to insurance: 
Meewcommittee report should ¢o to the Industrial Relations 
Department which is, in effect, the delepatea representative 
eee Conmanding Cfficer in handling such metters. Suchima 
program would not appe@ér to be inconsistent vith NCPI 65, 
Section 5. NCPI makes a general statement that, 


It is recognized that employees may wish to purchase group 
maeumance for hospitalization and medical care. Jt iS Hog 
the policy of the Navy Department to recommend any specific 
insurénce policies or companies. Management, however, 
should be eble to provide information as to the types of 
plans offered by various reliable companies and organiza- 
tions. Such assistance will make it possible for employ- 
ees to select the most satisfactory plans for their speci- 
fic needs.93 


In effect, then, the insurance committee is the means 
of employees' respresentatives obtaining the insurance cover- 
age desirec by the employees. However, all the work in- 
mMorved Will be aqone by the Industrial Relations Department. 


The 2mount of work will te the seme in either case; hcwever, 


I2 Office of Industri#@1 Relations, Department of cme 
mae navy Civilien Pemsonmel Luavuciionsy". Instructieg 
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itewill be performed by @n individual who will be continuous- 
menmesnensibie for this fwactions Gemteinly this is more 
efficient than requiring another employee, the chairman, 
Whose primary werk activity is alien to the subject of inéur- 
Omee, to spend tilhe collecting — preparing informatiiem 
Furthermore, since the conumittee activity is infrequent it 


Sweees be operated on “an ad hoc wasis. 


Food Services Board 
weoemintion: “The Feocd Services Beerc is conposedmam 
seven members, one of whom is the chairman. The Head cf the 
Geamstrial Relmticns Department is eEx-Cfficio member and is 
mespemsitle to the Commanding Cfficer for coerdination of 
the Board's activities with other operations of the plant. 74 
The Board is set up in accordance with NCPI 65 which ver- 
Mees LO EMployee services. The function of the Board is 
as follows: 
The food services board is responsible for developing, 
recomzending, and executing plans for operation of the 
food service, subject to review ty the head of the ectiv- 
[oe ime board may operate its food service either 
throurh employement of a manarfer or wy entering invomal 
agreement with a concessioneire.75 
The Poeard at FCPI has chosen to operéte its food services 
under a concessicnaire, the present concessionaire héving 


been there for thirteen years. as the Board cperates, it 


mms Once @ menth to ccnsid@r curPernt protlems. Tere oa& 
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Bt times, ccnsidaerable work invelveda in its over. tion And 
=. it now stends, the responsdvility for the bulk of this 
Mork falls on the chairman. He must either do it himself or 
delegate it to various members. Since the food services “re 
Operated under @ concessionaire, most of the contact tetween 
the concessicnaire and the board is via the ch&@irman. a 
recent preblem which cecurred was the renegotiation cf the 
Ccntract which, among other things, involved a complete 
inventory. 

Discussion: The question of the work involved is the 
Mein problem pertaining tc ti.is committee. It weuld appear 
advisable to assign as much work as possitle to a staff 
eroup, which would logically be the Employee Services Divis- 
memo. the Industrial Relations Department. The sitweétion 
gm this case is similar to that cf the Insurance Committee. 
Under the present system the committees have operated suc- 
cessfully apparently because of food selection of chairmen. 
However, the individuals involved have primary duties witnr- 
jm the plant which @re not concerned with employee services. 
Tnese primary duties sre the basis of the job descripticn 
which in turn determines the rating of the individual. all 
mais Other work is just so much extra-curricular activity. 
Consequently, it would be more equitable for as much work 
2s possible to be done by the Industrial Rel&étions Depert- 


ment. 





Committee on Awards 

At NOPI the committee on awards is organized to adnin- 
ister the Navy Awards and Incentives Program as outlined in 
NCPI 20. The committee is divided into six panels. 

Beneficial Suggestion Panel: This panel is composed of 
the following voting membership: 

Three members, including the chairman from Industrial 

Department 

One member from Quality Department 

One member from Supply and Fiscal Department 

One member from Public Works Department 

One member from Engineering Department 
In addition there is one non-voting member from the Industrial 
Relations Department who functions as Recorder. 

The committee functions sce that the bulk of the work is 
performed by the Industrial Relations Department. The entire 
processing for each suggestion, arranging for investigations, 
and assembling of data is done by the Industrial Relaticns 
Department. However, before each suggestion is presented to 
the full committee, a member makes personal contact with the 
originator of the suggestion armed with the comments by the 
investigators, and makes sure thet there is ne misunder- 
standing in the wording or concept of the suggestion. The 
member then reports to the committee at the next meeting on 
the results of his contact. He may recommend edditional 
investigation or consideration of the suggestion in its cur- 


rent status. Each member is assigned these personal contacts 





within the area which encompasses his normal work situation. 

Meetings of the committee are held each Tuesday morning 
and all pending suggestions are considered. Minutes are 
kept of each meeting and the current status of each sug- 
gestion is shown therein. Suggestions are divided into four 
categories; accepted, rejected, newly assigned and contin- 
ued. Those continued are further subdivided into those re- 
quiring further investigation, those reassigned to another 
member for investigation, and those which will be sent to 
additional persons other than committee members for further 
investigation. The suggestions classified as newly assigned 
are those which are assigned to members for initial contact 
with the suggestor. This is a recent innovation and is de- 
Signed to foster interest in the program by personal contact 
between the committee and suggestors. 

In all cases of acceptance of suggestions, awards are 
made with appropriate ceremony, either in the cafeteria or 
the individual's department. Photographs of the presentation 
are published in the station newspaper. In the case of re- 
jJections, the individuals are advised of the reasons by a 
personal letter from the Recorder. 

Superior Accomplishment Awards Panel: The purpose of 
this panel is to determine the eligibility of recommended 
employees for superior accomplishment step increases as 
described in NCPI 20, Section 9. The last meeting of this 


panel was in January, 1954, at which three individuals 





were considered and approved for awards. 

Distinguished and Meritorious Civilian Service Awards 
@anel: The purpose of this panel is to consider recommend- 
ed individuals for Distinguished Civilian Service Awards and 
Meritorious Civilian Service Awards in accordance with Sec- 
tion 10 of NCPI 20. Since the Distinguished Civilian Service 
Awards is awarded by the Office of Industrial Relations in 
the Department of the Navy, approval by this committee forms 
the basis of recommendation of the individual by NOPI. The 
Weritorious Civilian Service Award is bestowed by NOPI and 
therefore the committee may select individuals for this 
G@werd. fThe last meeting of this panel was April, 1953, and 
One iJeritorious Civilian Service Award was given. 

Bitactency Mgards Pane): This panel investigates the 
merit of recommendations of individuals or groups for Efficien- 
cy Awards in accordance with Section 8 of NCPI 20. The last 
meeting was January, 1954, wherein one recommendation was 
considered but not approved for further recommendation to 
the Navy Efficiency Awards Committee. The Navy Efficiency 
Awards Committee is located in the Office of Industrial 
Relations. 

The membership of the three sforementioned panels is 
the same, being presently composed of five members as follows: 

Head Industrial Department 

Head Engineering Department 


Head Research and Test Department 








Head Industrial Relations Department 
Patent Counsel 


Gatety AWards Panel: This panel is composed of one 





member, the Safety Director. The duties involve determining 
eligibility for various safety awards based upon records in 
the Safety Office. The awards are made upon fulfillment of 
requirements set forth in Section 12 of NCPI 20. The selec- 
tion for awards is purely an aageNaupesstiie fumetion, mitteh 
may be adequately handled by the Safety Division as, in ) 
actuality, it is now being done. 

Demeth of Service Pane): The selection for these awards, 
also, is purely an administrative function and is handled 
by one individual in the Industrial Relations Department who 
is the single panel member. The length of service awards 
are awarded in accordance with Section 11 of NCPI 20. 

Discussion: Since the Efficiency Awards, Superior Ac- 
complishment Awards, and Distinguished and Meritorious Civ- 
ilian Service Awards Panels have the same membership, and 
Since e@ch considers the same types of awards, it is recom- 
mended that all be combined ane one group. This type of 
activity is logical for committee use, as in making a de- 
cision for these awards, the collective and balanced judge- 
ment of competent individuals is certainly desirable, 
Nevertheless, the panels have not been very active, however, 
this is not the fault of the panels since their job is to 


deliberate upon previously prepared recommendations. The 





total considerations by all three panels within the last 
year has numbered five, of which four were approved. By 
contrast, the Beneficial Suggestion Panel processed three 
hundred eighty suggestions last year, of which one hundred 
ten resulted in awards. There is no common meeting or men- 
bership between the Beneficial Suggestion Panel and these 
Other panels. It is recommended, therefore, that the two 
types of prcgrams should not be maintained as part of the 
same committee, but rather that each program should stand 
on its own merit. Consequently, there should be a separate 
Beneficial Suggestion Committee. 

Since the functions of the Safety Awards and Length of 
Service Awards Panels are purely administrative functions, 
and the individual performing each of these functions is the 
Single panel member, it would be reasonable to abolish the 
panels, as there is really no committee action involved. 
Thus , the function of the Awards Committee would be the 
consideration for Efficiency Awards, Superior Accomplishment 
Awards and Distinguished and Meritorious Civilian Service 


Awards. 


Technical Committees 
There are at NOPI various committees which were set up 
to handle problems of a technical nature. The committees 
came into existence in 1946 after the plant changed from 
civilian control to Navy control. At that time the mission 
of the plant shifted from the manufacture of Norden bomb- 


sights to the design and pilot manufacture of experimental 





fire control equipment. As a result of the new type of 
workload, many new problems arose for which answers were 
not readily available. In an effort to solve these problems 
committees were organized to combine the collective judge- 
ment and experience of individuals from various divisions 
and departments throughout the plant. 

Blectrical Connector Committee: "The committee was or- 
ganized to provide qualified technical assistance to any 
station personnel regarding electrical connector orébigmen = 
The membership is composed of three members and a chairman 
from the Engineering Department, and one member from the 
Research and Test Department. The duties and responsibilities 
of the committee are set forth as follows: 


The committee is charged with the responsibility of obtain- 
ing and correlating for station use all electrical con- 


nector information. This information must necessarily in- 
clude current development work being performed by conm- 
mercial companies and government activities. The committee 
is obligated to represent this station at any conferences 
in other activities regarding electrical connectors or in 
taking action at the request of another activity.97 
Four formal meetings were held within the last year, the 
last meeting being on March 2, 1954. The formal minutes are 
sent to the Head of Engineering with copies to other groups 
concerned. Any final action made regarding a problem con- 
sidered ty the committee are made by the supervisor of the 


group requesting the information, using the committee recom- 
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mendation as a guide. The type of problems now handled by 
the committee are these which require @& decision as to a 
course of action with the work being assigned to the ap- 
propriate division represented on the committee. The prep- 
aration of a specification is an example of such work. 

Ball Bearing Committee: The Ball Bearing Committee was 
set up with' the purpose of acting "in an advisory capacity 
as the authority on all matters pertaining to bearing pro- 
blems."?° The duties and responsibilities are: 

(a) Recommend to the Engineering Department proper bear- 


ing specifications for use in fire control equipment. 

(bd) Recommend to the Quality and Production Departments 
proper processing for bearings and advise on preparation 

of standards for plant use. 

(c) Advise as to the design and procurement or manufacture 
of bearing testing devices. 

(d) Advise on procedures for and supervise the conducting 


of necessary tests on bearings. 
(e) Cognizance of all bearing test or development pro- 


jects. 

(f) Closely follow bearing developments by contact with 
leading bearing manufacturers and Government agencies. 

g) Represent this station at any conference in other ac- 
tivities relative to bearings.99 


The membership consists of the chairman and two members 
from the Engineering Department, one member from the Research 
and Test Department, one member from the Quality Department, 
and one member from the Industrial Department. The last 
meeting of the committee was in January, 1954, three meetings 
having been held within the last year. 

Sn opy Regulations, op. cits, p. /{/. 
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At the time of its inception there was much work for 
this group in setting up standards for acceptance and 
handling of bearings. The committee recommendations were 
responsible for setting up inspection and acceptance criteria, 
and controlled handling conditions for bearings. 
Gear Committee: The purpose of the Gear Committee is 
"to correlete the various aspects of the design, production, 
and inspection of eears, "100 The duties and responsibilities 
ere to 
serve as an advisory board which considers problems arising 
in connection with gearing. It decides questions arising 
as to applicability of existing standards and advises on 
the preparation and revision of such standards for gears. 
It makes recommendations as to the procurement of gear 
testing devices, and methods of test.10l 

The membership is composed as follows: 

Chairman from Engineering Department 

One member from Engineering Department 

One Member from Machining Division 

One Member from Tooling Division 

One Member from Methods Division 

One Member from Testing Division 

One Member from Inspection Division 
This is @ very active committee, however, it is difficult 


to disassociate committee activity from the normal work 


relationships of the members. The chairman handles all of 
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the production engineering related to gears and is intimate- 
ly concerned with the problems on a daily basis. The other 
members are either division heads or assistants in the other 
departments which are concerned with manufacture, test, or 
tooling related to gears. Apparently, as a result of the 
committee association, & very cooperative relationship 
Beeots etWeen all the divisions concerned, and there is 
consultation before any major decisions are made relating 
to gears. Full committee meetings are held approximately 
every sixty days, but informal meetings are held once a 
week with an average attendance of three to five members, 
depending upon the extent of the problem. Minutes of meet- 
ings are sent to the Head of Engineering. The follow up on 
recommended action is done by the chairman since his normal 
job is concerned with gearing. 
shock and Vibration Committee: This committee was de- 

Signed to "coordinate the activities of the station in the 
field of shock and vibration."19 the duties and responsibil- 
ities of the committee are very impressive and are as fol- 
lows: 

(a) Investigate and determine the nature and extent of 

problems at this station which are essentially in the 

field of shock and vibration. 


(bd) Submit recommendations as to general processes and 
procedures for handling these problems. 


(c) Direct or coordinate, through existing channels, such 


102nopI Regulations, op. cit., p. 66. 





work on shock end vibration problems as found desirable. 
(d) Collect, maintain, and disseminate, through the 
services of station library, adequate and pertinent 
literature, references, and specifications on the subject. 
(e) Direct the maintenance of a catalog of all existing 
shock and vibration equipment and coordinate the procure- 
ment of all additional equipment. 

(f) Provide consulting services to station personnel and 
recommend the application of general principles and 
methods suitable for use in the solution of specific prob- 
lems. 

(¢) Follow development in the field by contact with in- 
dustrial representatives and attendance at conferences 

on the subject.103 

The membership is composed of 

Chairman from Engineering Department 

ifember from Research and Test Department 

ifember from Engineering Department 

Member from Quality Department 

Member from Industrial Department. 

Department sub-committees were also authorized as considered 
necessary by the committee and/or the department. 

Inspection of the minutes indicated that a sincere ef- 
fort hed been made to perform these many functions. The only 
real accomplishment was the committee recommendation which 
resulted in all shock and vibration testing equipment being 
concentrated in one place, wheras it had previously been 


scattered throughout the plant under various departments. 


The committee has not met in approximately one year. The 


functions still exist, but they are being performed by 
qualified personnel in the engineering department. 


Lubrication Committee: The purpose of this committee 





is to "act in an advisory capacity as the authority on 
matters pertaining to lubrication of Aircraft Fire Control 
Zquipment 104 

The membership consists of a cheirman ond two members 
from the Research and Test Department, and three members 
from the Engineering Department. 

The duties and responsibilities are: 


(a) Recommend to the Engineering Department proper lubri- 
cants for use in aircraft fire control equipment. 


(b) Recommend additions to and replacements for currently 
used lubricants as may be warranted cy future lubricant 
development and as may be required by future instrument 
development. 


(ce) Standardize lubricants by striving to reduce the many 
types in use to the minimum required for adequate lubric- 
ation over the wide range of speeds, torques, temperatures, 
etc., encountered in service. 


(d) Establish procedure for and supervise the conducting 
of tests of lubricants. 


(e) Closely follow lubrication development by contact with 
leading lubricant manufacturers and Government arencies.105 


The committee has not met since March 4, 1953.  THememee 
mary difficulties experiences in the use of the committee 
were: 

(1) The members were not always unbiased in their ap - 
NEE 
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mrerch to the subject, that is departmental viewpoints 
existed in committee. 

(2) There was no specific department head to whom the 
committee made its recommendations, as recommendations were 
circulated to all represented departments. 

Discussion: One of the Lig problems in relation to 
committees of this type is that of a final decision based on 
committee recommendations. In all the committees there are 
at least two departments represented and when a recommended 
course of action has been decided on by the committee, no 
individual makes a decision which is binding upon all depart- 
ments concerned. It has been the practice to send copies of 
the minutes to all these departments, however, a committee 
recommendation which was not acceptable to a department head 
could be simply ignored. In some instances, this resulted 
in the committee considering the same problems. on subsequent 
meetings. This problem has been alleviated by the fact that 
the present members are allowed to commit their divisions and 
in some cases their departments to a course of action. 

The matter of follow up with these committees had been 
very poor in the past, as the two way communication between 
the department heads and the committee was weak. Oftentimes 
the committee was not informed as to the feelings of the 
top executives regarding the recommendations. This was very 
critical since these committees, at the outset, were attempt- 


ing to operate in an interdepartmental manner and, particular- 





ly in the case of the Shock and Vibration Committee, do a4 
Sizeable quantity of work. Such work should never have been 
assigned to the committees, but rather, emphasis should have 
been put on developing the necessary organizational group to 
handle the work and develope standards of performance. If 

a problem existed in coordinating the output of this group 
with other departments or divisions, then a committee could 
have been used for aiding the responsible and accountable 
unit to determine deficiencies in its output and make re- 
quired correction. The Gear Committee is operating in thie 
manner, and to a lesser degree, the Electrical Connector and 
Bell Bearing Committees. The duties and responsibilities cf 
these three Committees should be reevaluated end restated 
accordingly, after first investigating the possibility of 
achieving the desired result by occasional informal meetings, 
particularly where committee meetings become infrequent. 
Since the Shock and Vibration Committee and the Lubrication 
Committee have not met in such a long period of time, it is 


recommended thet they be abolished. 


Safety Committees 
Iwo Safety Committees are listed at NOPI, the Safety 
Policy Committee and Safety Inspection Committee; 206 


Safety Policy Committee: NOPI Regulations provide that 


ee ee ee 


1L06xopy Instruction 5420.2, Roster of Boards and Com- 
mecvees, 3 April, 1953. 
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the Sefety Policy Cciumittee have a membership as follows: 

Executive Officer 

Safety Officer - Chairman 

Head, Industrial Department 

Head, Engineering Department 

Head, Research Department 

Head, Public fiorks Department 

Supply and Fiscal Officer 

Safety Engineer - Recorder 
There is no Safety Officer assigned at NOPI. His normal 
functions are now being performed by the Safety Director. 
The purpose of this committee is "to serve in bringing 
safety preblems to the attention of management officials and 
to assist the Commanding Officer in formulating policies fcr 


108 


the Safety Progran." The duties and responsibilities are 


Outlined in NCPI Regulations as, 


1. Review the reports submitted by the Safety Inspecticn 
Committee. 


2. Review and consider all accident prevention suggestions, 
complaints and/or recommendations from all scurces. 


3. Investigate a11 serious accidents which may require a 
formal report or official investigation. 


4. Consider safety subjects of an educational nature with 
view to plant wide promulgation. 


5. Consider safety measures, rules, regulations and ef- 
fectiveness of the Plant Safety Progran. 


OT Vopr Re@utattens, Ops «wold. , p. 68. 
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6. Consider expenditures necessary to effect meusures in 
carrying out the program to prevent accidents - 

and 
7. To consolidate all information gained from above list- 
ed actions into recommendations of policy or official re- 


yang as appropriate for submission to the Commanding Of- 
weer. 


8. The Safety Policy Committee will meet on the third 
Thursday of each month at a time to be published by the 
Chairman,10 

This committee has not met in approximately one year. 

Safety Inspection Committee: The only presently active 
safety committee is the Safety Inspection Committee. NOPI 
Regulations provide that the membership be composed of 110 

Safety Officer - Chairman 

Medical Officer 

Head - Production Division 

Heaa =- Public Works Shop Division 

wire Chief 

Head = Stores Section, Supply and Fiscal Department 

Safety Engineer - Recorder 
Since there is no Safety Officer assigned, the Safety Direc- 
tor is functioning as chairman of the committee. The pur- 
pose of the committee as outlined in NOPI Regulaticns ac 

To assist the Safety Officer by making periodic monthly 


inspections of the plant for the purpose of finding and 


— unsafe conditions and/or unsafe work prac- 
tices, and to recommend to the Safety Policy Committee 


all matters affecting station policy and/or requiring 
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excessive expenditure of station funds. 
The duties and responsibilities are: 
1. Make a thorough inspection of the station on the second 
Thursday of each month to observe and bring safety prob- 
lems to the attention of the Safety Policy Committee; to 
increase safety interest at the worker level and tc fol- 
low up on previously recommended changes for the elimina- 
tion of hazards and promotion of safety. 
2. The Safety Inspection Committee will meet immediately 
following the inspection tour to assemble and edit the 
results of their inspection, which will be submitted to 112 
the Safety Policy Committee at their next regular meeting. 
At present the committee meets regularly each month and an 
inspection is conducted by the group. However, the plant is 
divided into five areas, one of which is inspected each 
month. Under these circumstances, each area comes under 
scrutiny of the inspection committee once in five months. 
Upon completion of the inspection, a meeting is held during 
Which the comparison of notes forms the basis of the prep- 
aration of minutes. The minutes are prepared in the form 
of a recommendation to the Commanding Officer outlining 
those deficiencies which should be corrected. Copies are 
sent to all department heads. Follow up on these reports 
by top management in the plant appears to be very prompt 
ana ezfective. In addition there 1s a follow up by the 
Safety Department in the form of a visual check of each de- 


ficiency to insure correction. 


Discussion: The use of safety committees at NOPI is 





not as specified by NCFI, which makes the following state- 





ment regarding safety committees, "Three Safety Committees, 
regardless of size of an activity, are vital to the success 
of an accident prevention program, "113 
The three committees cited are: 

Safety Policy Committee 

Supervisor's Safety Committee 

Shop Safety Committee 
However, it is not felt that this inflexible attitude toward 
safety committees is entirely appropriate. Cn the subject 
of safety organization, Blake writes, 


A definite program should be developed to interest and ed- 
ucate all employees in safety and to secure their active 
cooperation in the effort to eliminate accidents. Suche 
program must be based on the full assumption of its re- 
sponsibilities by the management. The program must supply 
leadership and executive drive. Safety must be included 
ij Sit phases of planning, purchasing, supervision, and 
Operation. Once these fundamentals are understood by man- 
agement, and it fully assumes the responsibilities that 
are involved, the appropriate type of organization can be 
evolved. But it is well to remember that whatever form 
the organization takes, it will function effectively only 
if it is backed by executive interest and drive. Proof 
of this is furnished by the fact that each type of safety 
organization is to be found among firms that have eattain- 
ed and continue to maintain a standard of first-rate per- 
formance in eliminating accidents.1l4 


Blake mentions use of safety committees as one of three types 


of organizations. Thus, it may be seen that there is no 





113 Navy Civilian Personnel Instructions, "Instruction 
190 = Safety," 25 July, LDC, Pe * 


1lyy O. Armstrong, "Safety Organization,* Industrial 
Safety, R. P. Blake, ed., New York, Prentice Hall, Inc., 
1943, pp. 265-266. 





single type of safety organization, committee or otherwise, 
which is necessarily best in all situations. The ultimate 
proof of the safety progrem at NOPI would be in the safety 
record, which appears to be good. Injury frequency and 
severity rates for NOFI are included in Appendix B. The 
rates for 1952 compare favorably with the average of the 
rates for the manufacture of instruments end related products 
Which is most comparable to the work at NCrI. The figures 
listed for the industry as a whole for the year 1952 show a 
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frequency rate of 7.3 and a severity rate of 0.5, 
NOPI for that year lists a frequency rate of .67 end a severi- 
ty rate of .002. The severity rate for 1953 was somewhat 
Higher due to one hernia case. 

The lack of safety committees stems primarily from the 
feeling of the Safety Director that the committees on the 
shop level do not include enough individuals in active par- 
ticipation. Therefore, in lieu of this, & system of work- 
ing through the first line supervisors is felt to be more 
effective for promoting safety. If the desired result, 
sefest operations, can be achieved without committees, then 
there is certainly no necessity for having them. Committees 
are the means toward @ goal - they should not be confused 


With the goal itself. Consequently, since Shop Safety Conm- 


mittees or Supervisors Safety Committees do not now exist, 


aus 
Bureau of Labor Stetistics, Monthly Labor Review 
"Work Injuries in the United States, 1952", Washington, 


Seomery, 1954, Vol. 77, Ne. l. p.32. 





the formation of such committees would be of questicnaeble 
value. 

It has been previously pointed out that the Safety 
Policy Committee has not met in approximately a year. There- 
fore, this committee should be eliminated from the orgenize- 
meen. @he Safety Inspection Committee, as has been pointed 
out, only inspectseach ares of the plant once every five 
months. Inasmuch as accident sources cannot wait five 
months to be corrected, the inspection value of this com- 
mittee is dutious. Its main value appears to be in letting 
shop perscnnel]l know thet management is interestec in safety. 
The membership from the groups having shops is composed of 
individuals who ere next in line tc the department head. It 
also has the value of maintaining interest of this group in 
safety problems. Since the managers at this level are small 
in number, the committee can have almost complete repre- 


sentation. 


Performance Appraisal Committees 


Performance Rating Board: This committee is set up in 
Comiormance with NCPI 130, Section 3, as part of the perforn- 
ance appraisal and rating system. The duties and responsi- 
bilities are, 

Review performance ratings to assure that the requirement 
of instructions were properly und uniformly applied. This 


includes making certain that each rating of "outstanding" 
is deserved and is a true, factual report; thet all aspects 


of performance not cnly exceeded normal requirements but 
were outstanding and deserved special commendation, as 
réguired by law; and that each “unsatisfactory” rating is 
an accurate evaluétion of performance and was prepared 
after the 90 day warning required by law was properly 
giver. In the case of "satisfactory" ratings, only such 
review need be given as the Board deems necessary. 
Approving performance. ratings. 

Changing performance ratings, without resort to formal 
appeal procedure when in the interest of good administra- 
Chen. 

Upen Written request of the ph ea provide an impartial 
review of his performance rating.116 : 


This committee is divided into two groups: the, Special 
Performance Rating Board (GS 11 and above, and all Group IVa 
employees) and Performance Rating Board (Below GS 10 and all 
groups II and III employees). The Head of Industrial Rela- 
tions Department is the chairman; the Recorder is also from 
the Industrial Relations Department. The Industrial Rela- 
tions Department performs all staff work for the committee, 
hancling prior assembly of data and carrying out any work 
required by the committee. Meetings are a yearly occurance, 
subsequent to the rating of personnel. 

Statutory Board of Review (Per Diem): The purpose of 
Perse vooard is to, 

Function under the direction of the chairman to adjudicate 
appeals, orally or in writing on the merits of the appe- 
late's demonstrated work performance. It is the responsi- 


bility of both the Employee Member and the Management Mem- 


ber, as well as the chairman, to adjudicate each —_ 
weary, impartially, and entirely on its merits.1l 


The employee member is elected by the employees and the 


116 opy Regulatioms, op. ciite, pe 51s 


Ll? orrice of Industrial Relctions, Department of the Navy, 


Navy Civilian Personnel Instructions ,"Instruction 130, Per- 
Ormance appraisal™, washington, 





management member is appointed by the Commanding Officer. 
The chairman is a member of the Regional Staff of the Civil 
Service Commission and is appointed by the Regional Directcr. 
The committee is set up so that all staff work would be per- 
formed by the Industrial Relations Department. However, 
this committee has never functioned, as no appeals have been 
submitted to it. | 

Statutory Board of Review (Per Annum): This board is 
identical to the Statutory Board of Review (Per Diem) except 
that it handles appeals for Per Annum employees. No meetings 
have been held @s no appeals have been submitted. 

Discussion: These three committees are a desirable way 
to perform the functions outlined for them. However, they 
are tied in very closely with the merit rating system, and 
the merit ratings are performed only once a year throughout 
the entire plant. Consequently, there will only be a meet- 
ing of the committees required during a short period each 
year. Thus, since meetings are so infrequent, it is reconm- 
mended that these three committees be organized anew each 
meer en an 2d hoc basis and then disbanded when the work is 
completed. Furthermore, since the employee members of the 
stétutory Boards of Review are elected, employees will have 


the opportunity to elect new members each year. 





Training Committees 


The use of committees as a device to aid the training 
director is recognized by Planty, McCord, and Efferson when 
they write, "The training director should not try to create 
or sell his product alone. He should allow committees to 

118 
molp . They make reference to planning committees specific- 
cally, as follows, 
Planning committees are fairly common in industrial train- 
ing. Where no permanent committees exist, most training 
men call special committees or grcups to help plan any con- 
templated course. The service rendered by these planners 
varies from mere review of plans prepared by the training 
department, followed by a few suggestions for improvement 
to almost complete authority for formulating the program.119 

At present there are two conmittees at NOPI which 
function in the field of training. 

The Apprentice Board of Review: When first organized, 
eee serOup Wes called the Apprentice Training Committee and 
was responsible for assisting in the organization of the 
Apprentice Training Program. Its membership is now composed 
of the following individuals. 

Executive Officer, Chairman 

Senior Training Supervisor, Recorder 


&pprentice Supervisor 


Head, Machining Division 


am G. Planty, We S. WeCord, C. wm Efferson, Jmeigiaee 


Employees end Managers, New York, The Ronald Press Company, 
ToL a oe . 
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Head, Assembly Division 
Head, Tooling Division 
Head, Public Works Department 
Assistant Chief Engineer 
The membership is designated so that all senior super- 
visors who come in contact with the apprentice are either 
members of the board or are represented by a subordinate. 
The duties of the board are, 
To cooperate with the supervisor of apprentices in passing 
on the qualifications of applicants for apprenticeship; 
To approve applicants as apprentices; 
To cooperate with the supervisor of apprentices in carry- 
ing out his responsibilities; 
To review and make recommendations relative to any deter- 


mination of credit in connection with an apprentice’s 
basic experience; 


To consult and advise with any apprentice or the supervisor 


relative to the individual problems of apprentices proper- 

ly referred to then; ; 

Te cértify the satisfactory completion of apprenticeship 

and recommend the issue of certificates of completion of 

apprenticeship by the registration agency; 

me periorm such other functions as may be necessery in 

regard to the apprenticeship program.120 

There are no scheduled meetings of the board, as meet- 

ings are called when the need arises. There have been four 
meetings held within the last year. The apprentice program 
is well organized and running smoothly now so that the ma- 
jority of the activity of the board is concerned with selec- 
tion, promotion, and dismissal of apprentices. fhe board 
also authorizes changes in the academic or shop progran. 


These decisions are based upon records and data assenbled 





120nopy Regulations 3-48. 





my the Recorder who is the Senior Training Supervisor. He 
aiso handies all work pertaining to the initiation of action. 
Polilowup is automatic since the program is primarily invol- 
ved with individuals who are directly aware of changes as 

the majority of the members have apprentices under their 
Supervision. Minutes are kept by the Recorder and sent to 
members. The last meeting of the board was on November 30, 
aD? - 

A meeting of the board is currently scheduled in the 
near future, as a@ new group of apprentices will be entering 
the progran. 

Professional Developement Committee: The purpcese of 
this committee is "to establish a program leading to advence- 
ed degrees for qualified employees in accordance with 
ncprntel There are five members as follows: 

Chairman - Research and Test Department 

Cne member from Research and Test Department 

Two members from Engineering Department 

Senior Training Supervisor 

The duties of the committee as outlined in NOPI Regula- 
tions are, 

To make necessary arrangements with a university to co- 
Operate in this program. In conjunction with the sSponsor- 


ing university to outline the appropriate course and train- 


ing program to te coordinated with work assignments on this 
station. To select qualified personnel for participation 


a2 
1 OPI Resmlativens, Opw cit., m. 76. 





ima this training progran, +22 

The activity of this committee has been restricted to 
@ program with Purdue University, the successful completion 
of which leads to the Uaster of Science degree. The pro- 
gram was set up primarily through the efforts of the con- 
mittee members, the largest ns of the work being done by 
the cheirman. The Trairming Division has been performing the 
routine matters concerned with the program. Since July l, 
1953, there has been five meetings of the committee to dis- 
cuss policy matters. The last meeting was held on February 
3, 1954. The majority of the problems relating to this 
committee pertain to course content, finances, and partici- 
pating personnel. In the way the progrem is presently op- 
erating, the chairman of the committee is the key figure, as 
he handles most of the contacts between NOPI and Purdue 
Meeeversity. AS & result of this progrem it is anticipéted 
thet there will be twenty candidates for Masters deprees 
next year. 

Discussion: The two committees described above fall 
meo me category similar to that of the planning committees 
previously referred to. Committees of this type are organ- 
ized to aid in setting up a particular training progran. 
When the progrem is running smoothly and has become fairly 
routine, the committee has served its usefulness. In the 


case of the Apprentice Board of Review the formulation of 


leetnia, 





program stage has been completed and the program is fairly 
routine, the main need for the board being problems of ac- 
ceptance, promotion, and discharge. If the criteria for 
each of these actions can be standardized, there is hardly 
need for grcup action. Perhaps in some cases consultation 
may be required, however, this could be handled in an in- 
formal manner by cognizant individuals. If these matters 
presently justifying the board cannot be standardized or 
made routine, it is recommended that the duties be redefined, 
as items 3 and 7 are rather ambiguous and do not clearly 
define the toard's duties. The Professional Development 
Committee, as has been noted, is controlling the profession- 
al developement program. Many of the functions performed 

by the committee are truly functions of the Training Division. 
The most desirable arrangement, in terms of the criteria 
developed herein, would be for the Training Division to do 
as mucn of the work involved as it is capable of handling. 
However, the program was instituted primarily through the 
efforts of the committee and thus the working relationship 


with the sponsoring university has grown up in this manner. 





CONCLUSIONS 


As has been previously noted in the developement of the 
criteria, many of the advantages to be derived from the use 
of committees are not restricted entirely to accomplishment 
by this manner alone. However, there are some functions for 
which Naval inaustrial establishments, by virtue of certain 
broad policies, are obliged to use committees. These are 
illustrated by the Statutory Boards of Review, the NOPI 
Employees Insurance Committee, and the Food Services Board. 
Although provision for these are made in NCFI, it is not 
inferred that all use of committees outlined in NCFI is uni- 
versally applicable. In one case, that of safety committees, 
exception has been taken. Other uses of committees at NOPI 
generally apply to all Naval industrial activites and may be 
used when deemed advisable, in lieu of other meeéns, to ac- 
complish desired results. Committees such as the Counsel 
and Policy Committee, the Cperations Committee, various train- 
ing committees, and others fall in this category. 

Based upon the criteria developed herein, certain weak- 
nesses were detected as follows; 

1. Some committees do not function frequently enough 
to warrant their use &s a standing committee. 

2. Some committees have been assigned the task of per- 
forming work or gathering data which should be assigned to 


an appropriate element of the existing organization. 





3. In some instances it has been necessary for chair- 
men to perform work relating to compilation of data required 
for committee consideration. This work should have been per- 
formed by a staff group. 

4. Committees which have not been functioning have not 
been dissolved because the chairmen have not teken the initia- 
tive in doing so. 

5. In the case of the Technical Committees there is a 
lack of clear definition as to whom the committee is responsi- 
ble. 

6. In some instances there should be a redefinition 
of duties. 

7. In one instance, that of safety committees, the 
NCFI calls for formeétion of committees which are not necess- 
arily applicable to all organizaticns. 

8. The Awards Committee should be reorganized. 

9. In setting up each committee a systematic procedure 
should be used so as to insure the best organizatien for con- 


mittee performance. 





REC OLLIENDATIONS 


It is recommended thut the weaknesses noted in the 
Senclusions be corrected in order to increase the utility 
of committees and insure tnat they fit into the organize- 
tion in a supplementary manner only. It is recommended 
that such action be effected in the following manner: 

1. Pertaining to conclusion 1, that some committees 
do not function frequently enough to warrant their use as 
@ standing committee, it is prcposed that the below listed 
Committees function only as ad hoc committees: 

The Performance Board of Review 

The Statutory Boards of Review 

The NOPI Employees Insurance Committee 

2. Regarding conclusion 2, that some committees have 
been assigned work and fact gathering functions, it is pro- 
posed that the following action be taken: 

a. That as much of the work as possible being done 
by the Professional Development Committee be performed by 
the Treining Division. Caution should be exercised, however, 
that the existing lines of communication between the sponsor- 
ing university and NOPI not be hampered. 

b. That any work or data gathering assigned to the 
Technical Committees be assigned to the appropriate engineer- 
ing division end that these committees be used only where 


necessary, in the absence of a better wey, to insure co- 





Praination between this source of technical informeticn and 
other departments or divisions. 

3. In situations where it has been necessary, as noted 
memeoncilusion 3, for the chairman to perform work, it is 
proposed that the following action be taken: 

a. That the Employee Services Division of the Industrial 
Relations Department be required to keep up to date records 
of availatle insurance ccverage which may be presented for 
ceonsideration by the Insurance Committee, as required. The 
Head of the Employee Services Division could serve as re- 
merger On the committee and thus be able to advise the com- 
mittee and also perform any work required. 

b. That the Employee Services Division of the Industri- 
al Relations vbepartment perform as much work for the Food 
Services Board as is feasible under the broad policy pertain- 
[eco this operation. 

mee Reparding ccnclusion 4, nemely, that committees 
which are not functioning have not teen dissolved, it is rec- 
ommended Piet the Lubrication Committee, the Shock and 
Vibration Committee, and the Safety Policy Commaittee be dis- 
solved. 

©. with reference to conclusion 5, namely, lack of 
definition 2s to whom the Technical Committees are responsible, 
it is recommended that one individual be designated who is 
accountable for final decisions in the erea in which each 


Technical Committee operates. 


ee 





6. &s to the need for redefinition of duties mention- 
ed in conclusion 6, the following is proposed: 

a. That duties 3 and 7, outlined on page 63, be 
eliminated fron the duties of the Apprentice Board of Re- 
view, as they are too ambiguous. The committee's duties 
should be clearly defined. 

b. That the duties of the Frofessional Developement 
Committee be redefined consistent with any transfer of 
duties to the Training Division. 

c. That the duties of the Technical Committees be re- 
viewed to eliminate those related to performing any work or 
Memmeetion of data. 

d. That the duties of the Safety Inspection Committee 
be redefined to be consistent with the functions it performs. 

{- Regarding safety committees, it is recommended that 
the NCPI be changed to recognize these committees as only 
one of several methods of enhancing a safety progrém, rather 
than being "vital to the success of any accident prevention 
program, "123 

8. Regarding reorganization of the Committee on Awards 
mentioned in conclusion 8, it is proposed that the following 
action be taken: 

a. Maintain a separate Beneficial Suggestion Committee. 

b. Dissolve the panels on Safety and Length of Service. 





123 tyia., 113. 





c. Restrict the Committee on Awards to ccnsideretion 
of Efficiency Awards, Distinguished and Meritorious Civilian 
service Awards, and Superior Accomplishment Awards. 

9. Pertaining to conclusion 9, it is recommended that 
& question list of considerations be used as an aid in setting 
up more effective committee organization. A suggested Gues- 
tlom list follows: 

A Question List of Considerations for Committee Organization 
Basic Principles: 
The committee should satisfy a definite need. 
The committee should be the best method to satisfy the 
need. 
1. What is the need for the Committee? 
A. Favorable 

(1) To provide integration or balance in judgement? 

(2) To insure cooperation? 

(3) To facilitate coordination? 

(4) To provide education or instruction? 

B. Unfavorable 

(1) To compensate for organizational deficiency? 

(2) To gather data or facts? 

(3) To perform work? 

(4) To perform executive function? 

(5) To handle a distasteful problem? 

2. what are other methods to satisfy need? 


A. By assignment to an individual? 
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(1) Relative speed? 
(2) Relative effectiveness? 
B. By assignment to an existing organizational grcup? 
(1) Relative speed? 
(2) Relative effectiveness? 
Is standing committee justified? 
A. Is need of a continuous nature? 
B. Is need of a recurring nature? 
(1) How frequently? 
To whom will the Committee report? 
A. Will this be cne accountable individual? 
B. Will this individual be in a position to make decisions 
binding on all parties concerned? 
What follow-up will exist between individual and com- 
mittee after report? 
ae Will individual's decision be communicated to con- 
mittee with full explanations? 
(1) Will this be prior to issuance to organization? 
How will chairman be selected? 
A. What is his ability as group leader? 
®: is he able to maintain impartial attitude? 
What are requirements for membership? 
Mm What relationship to need area is required? 
B. What specific knowledge or experience is required? 
C. What is ability of potential member to participate 


in group discussion? 
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D. Does potential member have any undesirable personal- 
ity characteristics which will impede committee pro- 
Press: 
8. what are requirements for recorder or secretary? 
he. Is any particular individual more desirable by virtue 
of position in organization? 
9. Will any work be involved in compiling data for presenta- 
tion? 
A. Will Staff Assistance be assigned? 
(1) What is relation of this group to need area? 
(2) Will this group prepare prior agenda for meetings? 
10. Are duties of the committee clearly stated? 
A. Are these ccnsistent with need? 
ii. What size is required for committee? 
A. Is any particular representation required? 
(1) Is this number of proper size for effective action? 
12. What provision will be made for periodic appraisal? 
A. How frequently will eppraisal be made? 
(1) Is this fre,uent enough to be effective? 
Bb. what will be covered in appraisal? 
(1) Frequency of meetings? 
&. Was each meeting necessary‘ 
(2) Accomplishments of committee? 
=. Are these consistent with satisfaction of need? 
1. Is this as effective as des i red? 


®. Have there been any deferred recommenda tions? 





1. what are reasons? 
(3) What are recerds of attendance? 
&. Do Gli wembers appear to be contrituting? 
b. How many man hours involved during pericd’ 
1. Is this justified by results? 
(4) wWill alternate methods be sought? 
C. wWho will make appraisal? 
(1) Will this individual be qualified te judge worth 
of committee? 
(2) Will this individual be objective in approach? 
D. What will be results of appraisal? 
(1) Will ineffective committees be promptly dissolved? 
(2) Will ad hoc committees be substituted for stand- 
ing committees which meet infrequently? 
(3) Will alternate method which appears better be sub- 


stituted for committee? 
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